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ABSTBACT 



The United states Coast Guard's increasing employment cf 
advanced technology aboard its cutters, aircraft and shore 
commands has introduced an evolving demand for the consider 
anion of a quality dimension in manpower planning. During 
recent years, this demand for quality personnel has outdis- 
tanced input. Recognizing the requirement for a long term 
organizational change effort to reverse this trend, this 
thesis identifies the recruiting program as the most effec- 
tive agent for that change. 

In order to determine the recruiting program's current 
level cf ef fectiveness, the program objectives were compare 
to its FY-82 performance. Additionally, a recruiting effec- 
tiveness model was developed from a review of current 
literature. While a significant level of quantitative 
effectiveness was noted within current organizational 
limits, that level was reduced as considerations were made 
for the qualitative dimension and recruit attrition. The 
reduction in effectiveness was largely attributable to the 
lack cf clearly stated qualitative objectives and the 
absence cf quality measures from the performance evaluation 
and control processes. 

Significant improvement in the level of qualitative 
effectiveness requires the explicit inclusion of the quali- 
tative dimension within the program's strategic decision 
making process. The qualitative objectives can be defined 
more clearly and operationalized through the development of 
appropriate performance measures, implemented in recognitio 
cf each district's inherent quality and quantity potential. 
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I. INTRODUCTION 



"To meat the Navy's expanding manpower 
needs only in numbers is not enough; 
manning a growing naval force has a- 
qualitative dimension as well." [Ref. 1]. 

Appearing in the Secret ary of Defense's Manpower 
Requirements Report (DMRR) to the Congress for FY-33, this 
statement's message is no less applicable to the U. S. Coast 
Guard. 

A. PURPOSE 

Recognizing that earlier this year the Coast Guard's 
level of awareness was elevated with regard to deficiencies 
in the basic skill and knowledge requirements, 1 the purpose 
of this thesis is to identify the recruiting program, from 
among the many alternatives, as having the greatest poten- 
tial for effectively evaluating and controlling the quality 
dimension. This thesis will explore the concept of 
recruitinc effectiveness as it can be defined in terms of 
quantity AND quality within the Coast Guard recruiting 
program. The Coast Guard recruiting program has generated 
considerable expertise and efficiency at operating within 
the quantify dimension. Therefore, this thesis will focus 
attention upon the quality dimension as it relates to, and 
can be manipulated by, the recruiting organization. The 
specific elements of the recruiting program having potential 
to impact effectiveness through quality will be identified 



1 U. S . Coast Guard, Commandant's Briefing "A" School Cut 
Scores, 13 September 1982. “ 
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and evaluated in light of current research. Recommendations 
concerning those elements and their usefulness in the evalu- 
ation and control of the quality and quantity dimensions 
will be offered with the intention of improving the Coast 
Guard*s respensi veness to evolving quality demands. 

B. BACKGROUND 

As late as 1 975 , the Coast Guard enjoyed a reputation 
for attracting recruits of superior quality to those 
enlisting in either cf the Department of Defense (DCD) 
services. Perhaps because this relative position had 
existed for many years, a general perception evolved that 
the Coast Guard could routinely attract sufficient quality 
with no more than the normal effort required to attract the 
necessary quantity of recruits. Quality was presumed to be 
no major problem. While no doubt this perception may still 
exist within some elements of the organization, a review cf 
recent and related trends suggest these expectations of 
assumed quality are ill founded. There appears to be seme 
imbalance between the current personnel inputs and the 
desired level of quality as greater emphasis has been placed 
upon quantity. 

Prior to 1975 the Coast Guard consistently recruited 
greater percentages cf Mental Category I and II and lesser 
percentages of Category IV and 7 individuals than any cf the 
ethers services. Since that time however, the relative 
position has declined such that in FY-1982, the Coast Guard 
compared favorably orly to the Marine Corps and the Army. 
Initially the relative decline seemed to be simply a func- 
tion of the misnerming of the AS V A3 . However, as 
illustrated in Figure 1.1 and Figure 1.2, the relative 
decline remains apparent in the most recent data fer FY-82. 2 



2 The Department cf Defense data for FY-81 and prior can 
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Figure 1.1 Mental Category I and II 3y Service 
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Figure 1.2 Mental Category IV and V By Service 
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While mental category does not stand alone as the single 
characteristic or predictor of quality, the various catego- 
ries (I thru V) have proven to be valid predictors of Class 
"A" school performance which in turn serves as a valid pred- 
ictor fcr job performance. 3 

During recent years the short term performance of 
recruits in basic training has followed a similarly unset- 
tling pattern. The recruit training attrition rate 4 has 
increased from 12% in 1978 to approximately 19% in FY-82. 

By comparison. Navy recruit training attrition was 8.3% fcr 
FY-82, and averaged just 8% over the past three years. 5 
Beyond recruit training, attrition at the Class "A" schools 
has also reached larger proportions, averaging more than 13% 
system wide in FY-82, far exceeding the 7% rate experienced 
by the Navy during the same time period. At one technical 
"A" school, more than 40% of the students were rephased, or 
or extended in training, at least once during the training 
period [Ref. 2]. This level of attrition and rephasing 
carry considerable implications for the costs of recruit and 
specialized shill training. 

This relative decline in the attraction of quality 
recruits into the Coast Guard could not have arrived during 
a less desireable period. During recent years, the Coast 
Guard has begun positive movement into the technological 
age. Whether aboard the 27 0' WMBC's, the HH-65A helicopters 
or the HU- 2 5 Falcon jets , the term 'shilled personnel’ has 
begun to take on new meaning. This trend is further 



be found in Reference (7)* FY-32 was orovided by the Defense 

Manpower Data Center (DM DC) ; and the “Coast Guard data is 
provided by the Office of Personnel. 

3 U. S . Coast Guard, Commandant's Briefing "A" School Cut 
Scores, September 13,1982. 

♦These recruits discharged prior to the completion of 
recruit training. 

S U. S . Navy, Memorandum Subject: Navv R ecruit ing Data, 7 

February 1983. 
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evidenced by the evolution of advanced management informa- 
tion and decision support systems such as the Personnel 
Management Information System (PMIS) and the Joint Uniformed 
Military Fay System (JUMPS) , as well as progress with the 
03 computer network installation. Considering the advanced 
skill requirements that accompany each of these innovations, 
the personnel demands being placed on the Coast Guard are 
unlike those experienced at any time in our history. 

Although new to the Coast Guard, these quality demands are 
simultaneously being placed upon the ether military services 
as well. 

The nature of these trends and their serious implica- 
tions on current and and future operational performance have 
not gcr.e unnoticed by the Commandant. Earlier in this 
fiscal year, in direct attempts to impact the quality dimen- 
sion ir. manpower planning, the Coast Guard took four 
significant action steps: 

- a scholastic requirement was established as an 
enlistment standard: high school graduate 

cr high school GED 

- the mental standards for enlistment were raised to 
match the minimum 'A' school standards 

- the 'A* school mental battery qualifying scores 
were raised for sixteen of twenty-three schools 

- the development of an Education Enrichment Program 
(SEP) was authorized for use at Coast Guard 
training centers in order to elevate the reading 
and math skills to acceptable levels. 

Clearly the demand for personnel is becoming more than a 
demand fer numbers. The quality dimension in manpower plan- 
ning is receiving increased attention. The Commandant has 
recognized the significance of improving the qualify dimen- 
sion and meeting the challenges of technological growth. Yet 
as important as these initial steps are, they must be viewed 
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within the context of other alternatives. The raising and 
lowering of qualification scores is not a unique occurar.ce. 

6 Having been used before ana given some combination of 
critical conditions, i.s. lew unemployment coupled with high 
personnel needs, the temptation for their lowering may occur 
at some time in the future. Additionally, as initially 
approved, the need fer the education enrichment program is 
expected to decline in future years [Ref. 2]. In a sense 
then, these initial steps represent reasonable band-aid 
solutions for a series of serious problems. The void cf a 
long term organizational strategy for change remains 
present. Hew can the organization sufficiently adjust 
itself sc that quality and quantity demands are routinely 
recognized within the planning process and operationally 
achieved? 

C. OBJECTIVES AND SCOPE 

In developing this long term strategy, two primary 
alternatives seem open for consideration. In the first, a 
transformation strategy, recognition of the problem is 
accompanied by a desire to minimize and cope with its ccnse- 
guences. In addition to the Education Enrichment Pregram 
(EEP ) , there are many other alternative actions open to the 
Coast Guard that would provide methods of coping with an 
influx cf minimally qualified individuals. The Coast Guard 
might adept and pursue any one, or comoination , cf the 
alternatives appearing in Table I. 

These are but a few cf the options available for impacting 
the quality dimension given that the individuals are intro- 
duced within the system. Within this strategy the 
assumptions are: 1) we are attracting the best of the 



*U.S. Coast Guard, Commandant's Briefing "A" School Cut 
Scores, September 13,1982. ' ~ 
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TABLE I 

Options for Impacting Quality 



Require that, additional forms of basic skill 
training to be accomplished prior to selectior 
fcr specialized skill schools, i.e. additional 
correspondence courses. 



Lengthen the curriculum of "A" schools, 
maintain in a the current performance criterions 
but covering material at' a more basic level. 



Rewrite the curriculum for "A" schools recognizing 
the current entrance knowledge levels. 



Initiate a service-wide task redesign adopting 
simplification as a standard operating principle. 



Provide additional funding and support for the 
off-duty education program. 

Develop incentive systems that promote the 
advantaaes of a continuing education program, 
i.e. attendance at schools on Coast Guard time. 



Encourage the development and use of skill 
building courses administered at the level of the 
operational units. 



Conduct periodic reductions in force to separate 
the ungualified from the service. 

Authorize Enlisted Screening Panels which 
would provide additional personnel reviews Prior 
to authorization for r e-ehlistm ent . 



Adept milestones to success that would identify 
specific personal quality improvement actions 
required by certain t ime -in-service dates in 
ordier to remain on active duty. 



Create a "mentor" oroaram by promoting and 
publicly recognizing those of' superior quality 
as examples for others to follow! 
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guality that is available, and 2) current deficiencies in 
quality are something over which the Coast. Guard exercises 
little or nc control, i.e. the high schools aren't what they 
used to be. While each of these actions offers potential 
for a measured impact cn the quality dimension, they recog- 
nize and accept existing quality deficiencies as a given. 

The second alternative, an input/control strategy, 
recognises the problem and aspires to nip it in the bud: 
impact the quality dimension directly at the input source. 
This strategy assumes; 1) the Coast Guard can identify its 
manpower needs in qualitative and quantitative terms, and 2) 
these needs can be effectively operationalized at the input 
source sc as to facilitate optimal selection. 

The recruiting program seems best suited for pursuing 
this input/ccntr cl strategy. As the organizational arm 
responsible for the selection and enlistment of the manpower 
resources, it occupies a unique position affording the 
potential to be the most effective agent in addressing both 
the quantity and quality demands. 

When viewing each of the primary alternatives, as well 
as the many appearing in Table I, each shares an inherent 
cost differential in addition to variations in the potential 
impact upcn recruiting effectiveness. Some of the alterna- 
tives reguire considerable budgetary, perscnnel and time 
investments while others can essentially be incorporated 
into existing programs and policies. In any case, these 
costs will rot be addressed as issues in this thesis as the 
primary focus will be the policy and procedural issues 
affecting recruiting effectiveness. 

In terms of the quantitative aspect of this alternative, 
the Coast Guard has established planning procedures for 
determining its manpower requirements. Additionally, infor- 
mation systems are in place which provide some evaluation 
and control capability insuring that the manpower strength 
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